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THE UNITED STATES WITHIN THE MEANING OF THE ESPIONAGE LAWS, TITLE 18,
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DEPARTMENT OF THE ARMY

HEADQUARTERS. UNITED STATES ARMY VIETNAM
APO SAN FRANCISCO 08378

% REPLY AEPER YO

AVHGC=DST 11FEB g

SURJFCT: Senior Officer Debriefing Report

Assistant Chief of Staff for Force Development
Department <of the Army ‘
Washington, D. C. 20310

1. Attached are three copies of the Senior Officer Debriefing Report

prepared by Colonel Robert G. Shepherd, Commanding Officer, 34th General
Support Group (AMRS).

2. The proposed recommendations and the opinions expressed in the report
should not be construed as reflecting the official view or apinion of
Headquarters, USARV,

3. The following comments are made with respect to the contents of the
report:

a. Reference page 2, paragraph 5: Years of experience have taught us
that aviation maintenance and supply are inseparable. It is evident that two
separate command organizations below the brigade level would have an extremely
difficult time achieving common objectives, common operating procedures, and
ecual responsiveness. Aviation supply and maintenance functions have a
direct influence on aircraft availability. To divorce the two at company
and battalion level would drastically reduce the maintenance unit commander's
influence over aircraft maintenance production.

b. Reference page 2, paragraph 6: Span of control for the proposed
Commanding Officer, Aviation Supply Group is excessive. In addition to the
rather large staff, he has two depots and ten DSSA activities to command.
One individual cannot effectively control so many different agencies.

c. Reference page 2, paragraph 6: The problems cited herein; reference
the length of tour, reouired learning curve, and on the job training recuire-
ments are not peculiar to the 34th General Support Group., This is an Army
wide problen, the solution to which, appears to be increased emphasis and
preater command interest in on the Job training. A reorganization will not
negate the training and supervision problems referred to.

“YHIS D"

FOR oTulT ©
bqBoos

LH)

(h £ ; / Y /_;

CLASSIFI®D INCLOSURES

FIRADED UNCLASSIFIED WREN SEPARATED  COYMTIDERMTIA)






CUi\"{ibIﬁﬂ‘ [ a.ll

AVH3C-DST
SUBJECT: Senior Officer Debriefing lieport

he Colonel Shepherd is recommended as & candidate guest speaker at
appropriate service schools and joint colleges,

FOR THE CCMMANDERS

0D Wh

1 Incl . D. WILSON
as (Trip) 2 cy wd HQ DA _ ﬁ;r . AGC

OIC AG CLASSIFIED

"n
N i s ™ CONFIDENTIAL

-~



(7" CONFIDENTIAL .

DEPARTMENT OF THE ARMY

HEADQUARTERS. 34TH GENERAL SUPPORT GROUP (AMAS)
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Countrs Revutrlic of Vietnar
ebricf Repert Ly: Colonel Rebe el (3, Shepherd

Outy Acienments Comninndiug Citicer
24th General Support Group (A Mix.3)

.

Inclusive Détes: 1€ October 1C68-8 January 1069

Cate of Report: 8 January 186¢

1. References:
Ce Army Reguletion 1-268, 4NoveG6e,
be USARV Regulation 1-3, 1Jun6R,

2. ‘The undersigned n:s occupied ‘wo assigned positiors in Vietn2mn since
8 Jonuary 1968,

2, Commanding Cfficer, US Army Aviztion M-teriel Man~gaurent Center
(6ian€x-17Cct68), a subordinate unit to the 34th Gener:1 Support Group,
and wnich serves as the Inventory Control Center {o~ all Army aviation
pe 8 in Vieln~r,

b, Corunancing Cfficer, 34th General Support Grovp (AM:S), (180~:62-
Elant®), which is the orgnnization rosponsible for the Direct Support Avic-
tion luzintenance for units not having organic DS capability, for the General
Support Aviation Maintenance for all Army aircraft, end for the Direction and
Man~gement of the Aviation Supply effort in Vietnzin,

-3, Ta2 recommendstions m~de herein are:
a, Appropriate only to the praoscnt situ.tion existing in Vietn» m, ~ud to
the severnl courses of action being considered for T-Iay implement:tion,
t. Not a basis for submission of proposed TC&E changes to Cepartment
of the Array for world-wide implesnentsation, /

4. In view of the comparative recency of = similar debrief port sukriitted
oy Coionel Jzmes W, Scndridge Ir,, 'he preceding Commander, this report
will not concern itself directly with res:atements of inissiqy, existing organ-
1zatlonz] structure, concgpt of operations, etc, Instesd, L8 report
presenl;lo:—eonﬁdmmg proposed rezlignment of some” responsibilities,

i restructuring of certein units to s:rennline and simplify training 2rd per-

Jormance requirements, and » discussion of the advantzges that would =ccrue
s well : s the disadvantages that mzy be foreseen,

- DOWNGRADED AT 3 YEAR INTERVALS;
DECLASSIFIED AFTER 12 VEARS.
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5. The following steps are believed to be appropriate and necessary to en-
able optimum mission performance within allocated resources. This re-
structuring can be accomplished within current space ceilings, although some
elements would be staffed on an austere basis not conducive to rapid expansion
or maximum flexibility.

a. Elevate the present 34th Group organization to Brigade status, and
reorganize it as depicted on inclosure lA.

b. Organize a Group to manage and direct the performance of Aviation
Maintenance functions. A recommended organization is depicted on
Inclosure 1B.

¢. Reorganize the current USAAMMC as an Aviation Supply Group in
the manner depicted on inclosure 2A.

d. Detach the resources used at Battalion and Company level to manage and
operate the Direct Support Supply Activities (DSSA), and designate them as
detachments. They should be under the command and operational control of
the Supply Group. As an associated action each of the DS maintenance com-
panies should retain approximately four enlisted spaces to operate an
organizational, technical, or shop supply section. This activity would be lim-
ited to stockage of not more than seven days supply of common use items and
those items frequently and routinely demanded in their shop operations. Their
other supply requirements would be satisfied by requisitions placed on the
DSSA in the same manner presently used to support other units.

6. The current concepts and established procedures are soundly conceived,

and are adequate in most areas, if properly implemented. Most of the dif-
ficulties we experience arise from improper implementation or from failure

to utilize developed procedures. Several of the factors which have an adverse
impact on the logistical support programs in Vietnam are listed below:

a. The shortness of the prescribed tour, particularly in key positions,
and the frequent rotation of commanders, results in a constant turnover of
personnel. With this turnover there are related changes in emphasis on
certain objectives, a learning curve for new personnel before they become
fully effective, and a frequent paucity of qualified personnel due to lack of
assignment, training, knowledge, or practical experience of replacements
and the problem of getting the replacement oriented to a minimum degree of
qualification by the person he replaces. Lack of time available for overlap
is a contribution to this latter deficiency. Many of the replacements re-
ceived require almost total training qualification after arrival in-country.
The time and supervision to accomplish this satisfactorily simply does not
exlist.

b. The rapid escalation of grade to levels that require knowledge normally
gained by practical experience at lower grade levels has resulted in a con-
dition that provides both officer and enlisted personnel of grade levels pre-
scribed in current TO&E's, but who lack the experience and training pre-
requisite to the qualities of knowledge and judgment expected of occupants
of the positions to which these personnel are frequently assigned.
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sy coinrnnders in company ¢nd field gredes, nnd irost intermediste sup ire
vigors i 1o enlisied ranks, requir extensive On-\‘lC—]C\ =ireiving ‘v oro-
pcrly qulif} theni for successiul perforaance in their positions of leader-
ship aaa supervicory responsibility, Zrrorsin judgrment nnd omiszioas in
requirea perforimance are = day-to-day event in riany organizations, and rhe
»ddilion: 1 burdeas placed on raore senior porsonnel, both officer s nd enlistad,
to direct, ::nnQe, guxdo and trzin thelr units, gre-ily overextends the :c-
ceptable span, of control, .

2. 1Me current instructions 1 courses presen.ed at CCNUS treining inst'o1l-
ations in arers of logistical support, both genersl »nd spocific, ~re frequent-
1v inadequate to qualify a successiul graduste for eifectivoe service in Vietnawm,
nt best, most such personnel have a licens» to learn, and necd far more
praclical exposiure hefore being asked to rssume the recsponsibilities most
frequentl” inhere rent to thelr futurc 2ssignments, Possession of zn MCS is
no lonye r 5 bena fide certification of posseqsion of a stated skill,

7. 'The increasing emphasis on fiscal and resource economy has ha2d rotic-
able offect, However, it is frequently dependent for conceptu:l outline, for
spaeific cuidance, and somelimes ‘or successful exccution on the assignment
af more Mmature personnel {o positicns and duties novrmally associated with
lesser grades, This has bso adverse 2ffests, Firsl, it tends to frustrate

the more nenior personnel who participate in, or actively execute, the missions

of their subordinates due io the inzbility of those subordin-tes to operate
offrrively within cceeptzble time frenies, It should te noted that these
shortcoiings are rot due to lack of motivation, engerness, or potentizl,

It is simply that there =2re far too fev. personnel properly quzlified at zppro-
priale grzde levels, Secondly, the tendency of senior personnel to assume
respousibilities from taeir subordinates in zn effori to zchieve satisfactory

and tirnely performance denies the junior personnel the full benefit of exposure
to condiiions and the environment of praciiced decision :hat is vitzlly necessary
for their proper development to meet degrees of responsibility inevitatle in
their future assignments,

8, 'Tie proposed rezlignment of functions and reorgsnization of units would
provide rn zdjustment to the foregoing conditions designed to nerrow the re-
quircd span of supervisory control and to permit grezter nnd more profitable
speci~lizztion within specific fields, It is not intended to split the respon-
sibility for ajrcraft mmnintennince and supply. These two functions are mu-
tur)ly insep~rable in plenning, programming 2nd execution of »viation
support, -nd the necessary unity of command is ret:iined at the proposed
Brigucde level. LCue to the nusterity of resources, both personnel and meateriel,
~nd *he :rugnitude of the demand for effective aircraft maintenance and supply,
it {5 d2eined appropri-te (o0 specizlize one Group in the mejor planning, pro-
gr: mml g and direct management of each of these two tnajor functions,
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Neither is susceptible to amalgamation with other categories of maintenance

or supply where responsiveness at a far lesser impetus than is demanded in

the aviation field is the normal and expected schedule of events. The high
cost of aviation assets, the expenditures in material to keep them serviceable
and their frequently critical availability, justifies the command emphasis
normally exerted at :ii higher echelons of command; but this same command
emphasis demands a qualification and performance not universally compatible
with the grades, training, and numbers of personnel normally authorized and
assigned.

9. The organization proposed for the Aviation Maintenance Group is a func-
tional one, intended to provide a means to expeditiously accomplish aircraft
maintenance in a minimum of time. 1t divorces the units, commanders, and
staffs from the necessity for major dual qualification, and enables those
commanders to rely with greater certainty on effective support from a unit
with a more specialized performance capability. This same feature, by
shrinking the span of control and management, makes the revised organiza-
tions better able to absorb personnel with minimum qualifications and bring
them to an acceptable level of effectiverness in a shorter time frame.

10. Inclosure 3, less tab A and tab B, reflects the present geographical
distribution of all DSU/DSSA's in Vietnam. Tab A identifies which of these
are under the command and control of the 34th General Support Group.

Tab P identifies those which are organic to the several Divisions.

11. Inclosure 4, tab A, reflects one method of combining DSSA's at a
single geographical location so as to:

a. Reduce stockage requirements.

b. Reduce facility requirements.

c. Increase ASL lines due to consolidated demands.
d. Reduce personnel staffing requirements.

12. The proposal to create DSSA detachments and place them under the
command and operational control of the Aviation Supply Group Commander
offers several additional advantages of note.

a. The Supply Group Commander can establish, implement, and enforce
standardization of policies on a scale not feasible today, because of the
many problems of qualitative personnel assignment, qualification, training,
and performance as noted above.

b. The Supply Group Commander, having a broader base of personnel
to draw from for specific and key assignments, and having unilateral re-
sponsibility for supply effectiveness, could balance his staffing by infusing
DSSA's with personnel trained to his specifications, objectives, and procedures,
as DSSA personnel rotated.

CONFIDENTIAL



Tae «viledilit: of » larger staff wouid enable closer control of qu -litacive
-perforiaancs »nd would provide the experienced persoruel needed to gide
«nd n53ist those of lesser qualification, In :.ddition this fe-ture would pro-
vide ¢ mazns to g=in cognizance nd con’ rol of all the-ter sssets for utiliz-
ation in cetisf~ction of higi: priorit; BIDP requisitions, It is estimatad that
aperoxilictely three-sevenths of tiiester resources in speres and par's are
prrsert): located »t CSSA lavel waire their location and availzbili'y is
seldom roxn or exploited Dy other then the poesessing ['SSA,

~e eciruse of the cencrally direcied responsibility for performnnance
fro:z Dopot to DSSA level, i* would become more feo sitle in the environment
existing in Vietnam to conduct more effective staff assistonce visi's, trzining
2nd orient-tion seminars, and technic:l training sessions for the suppor:ed
unit prrsonnel, By this means, ond beczuse of the e:sier zccessioility to
knowladge ~nd understanding of the capabilities and licoit~ticns of the supply
system, and’the reasons for =nd benefits of the st:nd. .dized prescrited
procedures, the frequency of errors or violations should decrease sub-
stanti2lly,

1S, Additionn]l personnel, facility, end resource economies could be rez]-
ized by cornsolid2ting IDCSA'S in arecs where two or more are now in close
geogr:.pnical relationship,

a., Advantages of this feature include:

(1) Increase of lines meeting ASL quelification bacause of pooled
dernands, . .

(2) Reduction in requirement for constructed facilities at diverse
locaiions, . '

(3) Siniplified distribution snd transportation program,

(4) Better utilization of critical skills,

(5) Miore flexible s:2ff capability,

(8) Ability to continue support of specified units from selected other
DSSA's when and if the unit, or its normal DSSA, were selected for movement,
inactivetion, or redeployment during the time of preparation for that action,

b, LCisedvantages of this feature include:

(1) Necessity for supported units to go » greater distance to the con-
solidri~d CSSA site than to the sites of the present co-located DSSA,

2) Potentirl impact on effectiveness of DSSA operations if a DSU
supported by ¢ consolidated DSSA were reloc=ted a greater distance where
such support would no longer be feasible., However, under these conditions
it is =ssumed the consolidated DSSA could ¢:idre a DSSA st 2pproxim-tely
one-h"If to two-thirds cuthorized strength and reconstitute an ASL from
wi'hin {!s own strength and resources in an acceptable time freme.
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14, Recomuiend this proposal he considered for feasivilf'y in Vietn»m in
view of iic present situstion ~nd po'ential developments.

’
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